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About this inspection 

This inspection is from our third round of inspections of fire and rescue services 

in England. We first inspected Cumbria Fire and Rescue Service in June 2019. 

We published a report with our findings in December 2019 on the service’s 

effectiveness and efficiency and how it looks after its people. Our second inspection, 

in autumn 2020, considered how the service was responding to the pandemic. 

This inspection considers for a second time the service’s effectiveness, efficiency 

and people. 

In this round of inspections of all 44 fire and rescue services in England, we answer 
three main questions: 

1. How effective is the fire and rescue service at keeping people safe and secure 

from fire and other risks? 

2. How efficient is the fire and rescue service at keeping people safe and secure from 

fire and other risks? 

3. How well does the fire and rescue service look after its people? 

This report sets out our inspection findings for Cumbria Fire and Rescue Service. 

What inspection judgments mean 

Our categories of graded judgment are: 

• outstanding; 

• good; 

• requires improvement; and 

• inadequate. 

Good is our expected graded judgment for all fire and rescue services. It is based on 

policy, practice or performance that meet pre-defined grading criteria, which are 

informed by any relevant national operational guidance or standards. 

If the service exceeds what we expect for good, we will judge it as outstanding. 

If we find shortcomings in the service, we will judge it as requires improvement. 

If there are serious, critical or systemic failings of policy, practice or performance of 

the fire and rescue service, then consideration will be given to a graded judgment 

of inadequate. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-guidance/
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Overview 

Question This inspection 2018/19 

 Effectiveness  
Requires improvement 

Good 

Understanding fires and other risks  
Good 

Good 

Preventing fires and other risks  
Requires improvement 

Good 

Protecting the public through fire 
regulation  

Good 

Good 

Responding to fires and other 
emergencies  

Requires improvement 

Good 

Responding to major and 
multi-agency incidents  

Good 

Good 

 

Question This inspection 2018/19 

 Efficiency  
Inadequate 

Good 

Making best use of resources  
Requires improvement 

Good 

Future affordability  
Inadequate 

Good 
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Question This inspection 2018/19 

 People  
Requires improvement 

Requires 
improvement 

Promoting the right values and 
culture  

Requires improvement 

Requires 
improvement 

Getting the right people with the 
right skills  

Inadequate 

Good 

Ensuring fairness and promoting 
diversity  

Requires improvement 

Requires 
improvement 

Managing performance and 
developing leaders  

Requires improvement 

Requires 
improvement 

HM Inspector’s summary 

It was a pleasure to revisit Cumbria Fire and Rescue Service, and I am grateful for the 

positive and constructive way that the service engaged with our inspection. 

I must immediately address the grade of inadequate we have given to the service 

for efficiency. The first thing to say is that this is not a failing of the service. At the 

time of inspection, the service was facing a near unprecedented uncertainty about its 

future governance. Local government reorganisation means new, and untested, local 

governance arrangements will come into force on 1 April 2023. When we inspected, 

over summer 2022, it was far from clear what these arrangements would be. At that 

stage, we could not guarantee there would be no risk to the public as a consequence 

of the changes. 

It has obviously been impossible for the service to do the sort of financial planning we 

would normally expect. I made a specific further visit to the service in November 2022 

for an update. The service has carried out significant work since our inspection, but 

there remains a risk that the transfer to new arrangements will not go as smoothly as 

the service expects. I will accordingly look again in March 2023 and – assuming plans 

are on track – close the cause of concern we have identified and effectively rescind 

the inadequate grade. In the meantime, I urge all parties to concentrate their efforts to 

finalise plans so that the transfer to new arrangements present no risks to the service 

Cumbria receives. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/cause-of-concern/
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Looking elsewhere, I have concerns about the service’s performance in keeping 

people safe and secure from fires and other risks. And I have serious concerns about 

how the service gets the right people with the right skills, and about the future 

affordability of the service. In view of these findings, I have been in regular contact 

with the chief fire officer as I do not underestimate how much improvement is needed. 

My principal findings from our assessments of the service over the past year are 

as follows: 

• We judged it to be good at understanding the risk of fire and other emergencies. 

• The service’s efficiency requires improvement, particularly in making best use of 

resources and in making the service affordable. 

• It requires improvement in the way it looks after its people. It is inadequate at 

getting the right people with the right skills. It requires improvement in the way it 

ensures fairness and promotes diversity, and in the way it manages performance 

and develops leaders. 

Overall, while there are some good aspects to the performance of Cumbria Fire and 

Rescue Service, there are several areas in which performance has declined since the 

2019 inspection. I expect to see the service make progress in these areas. We will 

continue to monitor progress through our usual monitoring arrangements. 

 

Matt Parr 

HM Inspector of Fire & Rescue Services 



 

 5 

Service in numbers 

 

 

Incidents attended in the year to 31 December 2021 
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Percentage of population, firefighters and workforce who are female as at 31 March 

2021 

 

Percentage of population, firefighters and workforce who are from ethnic minority 

backgrounds as at 31 March 2021 

 

For more information on data and analysis throughout this report, please view the 

‘ bout the data’ section of our website.

      

      

      

 irefighters  orkforce Local population

     

     

     

 irefighters  orkforce Local population

https://www.justiceinspectorates.gov.uk/hmicfrs/fire-and-rescue-services/data/about-the-data-2021-22/
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Effectiveness
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How effective is the service at keeping 
people safe and secure? 

 

Requires improvement 

Summary 

An effective fire and rescue service will identify and assess the full range of 

foreseeable fire and rescue risks its community faces. It should target its fire 

prevention and protection activities to those who are at greatest risk from fire and 

make sure fire safety legislation is being enforced. And when the public calls for 

help, it should respond promptly with the right skills and equipment to deal with 

the incident effectively. Cumbria Fire and Rescue Service’s overall effectiveness 

requires improvement. 

The service has taken some action to respond to the areas we identified in our first 

inspection, but it still needs to make significant improvements. We are disappointed to 

see that the service has made no progress in the way it evaluates and shares learning 

from operational performance. 

The service needs to do more to ensure it carries out prevention work for those most 

at risk, and that it evaluates activity to understand if it is improving community safety. 

Since our 2019 inspection, the service has allocated more resources to its 

protection function. It has also responded to our 2019 inspection by improving 

the way it engages informally with businesses to make sure they comply with fire 

safety legislation.  
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Understanding the risk of fire and other emergencies 

 

Good (2019: Good) 

Cumbria Fire and Rescue Service is good at understanding risk. 

Each fire and rescue service should identify and assess all foreseeable fire and 

rescue-related risks that could affect its communities. Arrangements should be put in 

place through the service’s prevention, protection and response capabilities to prevent 

or mitigate these risks for the public. 

 

 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service uses a wide range of sources to identify risk 

The service has assessed an appropriate range of risks and threats after a thorough 

integrated risk management planning process. When assessing risk, it has considered 

relevant information collected from a broad range of internal and external sources and 

data sets. For example, it uses flood data from the Environment Agency and road 

traffic collisions data from the police force  It can also access the county council’s joint 

strategic needs assessment, which shows demographic profiles for its communities. 

The service has an effective integrated risk management plan, but it could 

improve the way it engages with communities to build its risk profile 

After assessing relevant risks, the service has recorded its findings in an easily 

understood integrated risk management plan (IRMP). This plan describes how 

prevention, protection and response activity is to be effectively resourced to mitigate 

or reduce the risks and threats the community faces, both now and in the future. 

Area for improvement 

The service should ensure fire control has direct access to relevant and up-to-date 

risk information. 

Area for improvement 

The service needs to improve how it engages with its local community to build a 

comprehensive profile of risk in its service area. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/integrated-risk-management-plan-irmp/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/fire-control/
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The three departmental strategies for prevention, protection and response support 

the IRMP  They explain the service’s plans in more detail  But we found evidence that 

these strategies aren’t effectively driving day-to-day activity. 

At the time of our inspection, the service had agreed to extend its current IRMP for a 

year because of local government reform in Cumbria. We found the service had 

consulted with parish councils, staff and the public  But this consultation didn’t 

result in many responses and the service didn’t evaluate the consultation process   

It is important that services obtain the public’s views when developing their IRMP  

The service plans to do more engagement with local community groups when 

developing its new plan. 

The service has good processes in place to share risk information across 

the organisation 

The service routinely collects and updates the information it has about the people, 

places and threats it has identified as being at greatest risk. 

This information is readily available for the service’s prevention, protection and 

response staff, which helps it to identify, reduce and mitigate risk effectively. 

The service uses a risk document to gather risk information from all areas of 

the service. It uses the document to update the risk information available to 

firefighters on mobile data terminals. Where appropriate, the service passes risk 

information to other organisations such as the police and local authorities. 

The service uses local and national learning to inform its understanding of risk 

The service records and communicates risk information effectively. It also routinely 

updates risk assessments and uses feedback from local and national operational 

activity to inform its planning assumptions. 

The service has responded proactively to the Grenfell Tower Inquiry 

During this round of inspections, we sampled how each fire and rescue service 

has responded to the recommendations and learning from Phase 1 of the Grenfell 

Tower Inquiry. 

Cumbria Fire and Rescue Service has responded positively and proactively to learning 

from this tragedy. At the time of our inspection, the service had assessed the risk of 

every high-rise building in its service area. 

It has carried out a fire safety audit and collected and passed relevant risk information 

to its prevention, protection and response teams about buildings identified as high risk.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/mobile-data-terminal/
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Preventing fires and other risks 

 

Requires improvement (2019: Good) 

Cumbria Fire and Rescue Service requires improvement at preventing fires and 

other risks. 

Fire and rescue services must promote fire safety, including giving fire safety advice. 

To identify people at greatest risk from fire, services should work closely with 

other organisations in the public and voluntary sector, and with the police and 

ambulance services. They should provide intelligence and risk information with these 

other organisations when they identify vulnerability or exploitation. 

 

 

 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service’s prevention strategy doesn’t target those most at risk 

The service doesn’t have a clear, risk-based approach to directing prevention activity 

towards the people most at risk from fire and other emergencies. 

Despite the service carrying out one of the highest numbers of home visits nationally, 

it doesn’t always give them to those most at risk  It provides the same level of 

prevention to everyone, regardless of need. This means it doesn’t prioritise those most 

at risk, so vulnerable people and others may not be getting the support they need. 

Area for improvement 

The service should evaluate its prevention work so it understands the benefits 

better. 

Area for improvement 

The service should ensure it allocates enough resources to meet its prevention 

strategy. 

Area for improvement 

The service should develop a clear prevention strategy targeting people most at 

risk and ensure activity undertaken is proportionate to reduce that risk. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/intelligence/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/vulnerable-people/
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 irefighters in stations aren’t always clear about what visits they should be completing 

or the need to prioritise those at most risk from fire. For example, in one of our station 

visits, we found that a very high-risk individual hadn’t received any contact from the 

service within six months of being identified as high risk. 

Staff have received training on how to carry out safe and well visits 

Staff told us they have the confidence to make safe and well visits. These checks 

cover an appropriate range of hazards that can put vulnerable people at greater risk 

from fire and other emergencies. We did find that many firefighters were less confident 

using the IT system to identify where they should carry out the visits. Some firefighters 

create their own visit lists on paper, meaning some new high-risk referrals are missed. 

Staff can confidently respond to safeguarding concerns 

We were pleased to see that since our 2019 inspection, the service has provided 

safeguarding training to staff. Staff we interviewed told us about occasions when they 

had identified safeguarding problems. They told us they feel confident and trained to 

act appropriately and promptly. 

The service works well with others to reduce the number of fires and other risks 

The service works with a wide range of other organisations such as Cumbria 

Constabulary and local community safety partnerships to prevent fires and other 

emergencies. 

We found good evidence that it routinely refers people at greatest risk to organisations 

that may be better able to meet their needs. These organisations include social 

services and healthcare bodies. Arrangements are also in place to receive referrals 

from others, and the service acts appropriately on the referrals it receives. 

The service routinely exchanges information with other public sector organisations 

about people and groups at greatest risk. It uses the information to challenge planning 

assumptions and target prevention activity. It has carried out some youth work with 

partners, leading to better relationships with young people. 

The service works well with partners to tackle fire setting 

The service has a range of suitable and effective interventions to target and educate 

people of different ages who show signs of fire-setting behaviour. This includes 

running the Young Firefighters Scheme and working with the police to identify 

potential fire setters. It also works in partnership with the county council on Halloween 

and Bonfire Night to address potential burn sites, such as areas subject to fly tipping. 

When appropriate, it routinely shares information with organisations such as the police 

to support the prosecution of arsonists. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/safe-and-well-visits/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/safeguarding/


 

 13 

The service has a partnership approach to improving road safety 

The service has a focus on road safety through enhanced co-operation with the 

Cumbria Road Safety Partnership. Members of the partnership told us they use data 

to develop collaborative strategies to reduce the number of people killed or seriously 

injured on the county’s roads  

The service has made limited progress on evaluating its prevention activity 

We found limited evidence that, since our 2019 inspection, the service has improved 

the way it evaluates how effective its activity is. We also found limited evidence that 

it makes sure all its communities get equal access to prevention activity that meets 

their needs   or example, it hasn’t reviewed the quality of the referrals it receives from 

partners or the effectiveness of the other activities it provides to the community. As a 

result, it is missing opportunities to improve the service it gives the public. 

The service has a specialist prevention team, but this team lacks capacity to do any 

quality assurance or development work to improve prevention. 

Protecting the public through fire regulation 

 

Good (2019: Good) 

Cumbria Fire and Rescue Service is good at protecting the public through 

fire regulation. 

All fire and rescue services should assess fire risks in certain buildings and, when 

necessary, require building owners to comply with fire safety legislation. Each service 

decides how many assessments it does each year. But it must have a locally 

determined, risk-based inspection programme for enforcing the legislation. 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service has a protection strategy that is linked to its integrated risk 

management plan 

The service’s protection strategy is clearly linked to the risk it has identified in its 

IRMP. 

Staff across the service are involved in this activity, with information effectively 

exchanged as needed. For example, firefighters are now carrying out business 

engagement visits. The service then uses information to adjust planning assumptions 

and direct activity between its protection, prevention and response functions. 

This means resources are properly aligned to risk. 
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Since our 2019 inspection, the service has also invested in extra resources within the 

protection department. 

The service’s protection activity is focused on the highest risk 

The service’s RBIP is focused on the service’s highest-risk buildings. We found the 

service had recently reviewed its RBIP and had identified its highest-risk premises. 

It has aligned its resources to those risks and to completing its RBIP. 

The audits we reviewed were completed in the timescales the service has set itself. 

The service has carried out audits at all high-rise buildings 

The service doesn’t have any buildings in its area that use the type of cladding 

similar to that found on Grenfell Tower. At the time of our inspection, Cumbria Fire 

and Rescue Service had only identified three high-rise buildings as part of its audits 

and had visited them all. Information gathered during these audits is made available 

to response teams and control operators, helping them respond more effectively in 

an emergency. 

The service completes audits in a systematic and consistent way 

We reviewed a range of audits of different premises across the service. This included 

audits as part of the service’s RBIP, after fires at premises where fire safety 

legislation applies, where enforcement action had been taken and at high-rise, 

high-risk buildings. 

The audits we reviewed were completed to a high standard in a consistent, systematic 

way, and in line with the service’s policies  Relevant information from the audits is 

made available to operational teams and control room operators. 

The service quality assures and evaluates its protection activity 

Quality assurance of protection activity takes place in a proportionate way. We found 

that both auditors and protection managers quality assure inspection activity. 

The service has good evaluation tools in place to measure the effectiveness of its 

activity and to make sure all sections of its communities get appropriate access to the 

protection services that meet their needs. 

The service should make sure it keeps the capability and capacity to prosecute 

The service consistently uses its full range of enforcement powers, and when 

appropriate, prosecutes those who don’t comply with fire safety regulations  It takes a 

balanced approach to education and enforcement.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/fire-safety-enforcement-action/
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In the year ending 31 March 2021, the service issued: 

• 0 alteration notices; 

• 146 informal notifications; 

• 9 enforcement notices; 

• 5 prohibition notices; and 

• 0 prosecutions. 

 t the time of our inspection, it hadn’t undertaken any recorded prosecutions 

since 2018. It completed 1 prosecution in the 5 years from 2016/17 to 2020/21. 

The service has sufficient resources to provide protection activity 

Since our 2019 inspection, the service has increased resources in the protection 

department. At the time of this inspection, the service had enough qualified protection 

staff to meet the requirements of its RBIP. But the protection department is working at 

full capacity. This means the service should assure itself it can deal with any complex 

enforcement cases that may arise without compromising its RBIP. 

Staff get the right training and work to appropriate accreditation. Protection officers 

complete a Level 4, which meets the requirements in the National Fire Chiefs Council 

guidelines. 

We were pleased to note that the service now has protection officers available to give 

24/7 cover to support out-of-hours enforcement requirements. 

The service works closely with other organisations to regulate fire safety 

The service works closely with other enforcement agencies to regulate fire safety and 

routinely exchanges risk information with them. Examples we found during our 

inspection include: 

• joint work with housing services, the county council and the Care Quality 

Commission on visits to residential care homes; 

• work with Border Force on the harbouring of illegal migrants; and 

• work with Trading Standards on faulty white goods. 

The service responds to building consultations on time 

The service generally responds to building consultations on time, so consistently 

meets its statutory responsibility to comment on fire safety arrangements at new and 

altered buildings. In the year ending 31 March 2021, it responded to 95.5 percent of 

consultations within the required timescales. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-fire-chiefs-council/
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The service has improved the way it engages with businesses 

In our 2019 inspection we found that the service didn’t engage effectively with local 

businesses on an informal level. We are pleased to find that the service has taken 

action to improve this. 

The service proactively engages with local businesses and other organisations to 

promote compliance with fire safety legislation. Firefighters now carry out operational 

business engagement visits and the service’s equalities lead has also worked with 

business owners on fire safety. 

The service takes action to reduce unwanted fire signals 

An effective risk-based approach is in place to manage the number of unwanted 

fire signals  The service’s policy includes challenging any     calls associated with a 

fire alarm, and working with businesses that are repeat offenders. It gets fewer calls 

because of this work. In the year ending 31 December 2021, the service attended 

1,587 false alarms. This represents 3.2 incidents per 1,000 people in Cumbria. 

This compares with an average rate of 4.0 per 1,000 people in England. 

Fewer unwanted calls means that fire engines are available to respond to a genuine 

incident rather than responding to a false one. It also reduces the risk to the public if 

fewer fire engines travel at high speed on the roads. 

Responding to fires and other emergencies 

 

Requires improvement (2019: Good) 

Cumbria Fire and Rescue Service requires improvement at responding to fires and 

other emergencies. 

Fire and rescue services must be able to respond to a range of incidents such as fires, 

road traffic collisions and other emergencies in their area. 

 

Area for improvement 

The service should improve the way it evaluates and shares learning from 

operational performance. 
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We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

Response resources are in the right places to meet risk and demand 

The service’s response strategy is linked to the risks identified in its IRMP  Its fire 

engines and response staff, as well as its working patterns, are designed and located 

to help the service to respond flexibly to fires and other emergencies with the 

appropriate resources. 

The service completed a detailed fire cover review in 2017 to consider station location, 

and again in 2021 to consider incident types by location. This has allowed it to better 

understand how many fire engines it needs and assure itself they are in the right 

places to best respond to emergencies. 

The service doesn’t meet its target response time for house fires 

There are no national response standards of performance for the public. But the 

service has set out its own response standards in its IRMP. It aims to respond to 

house fires within 10 minutes of receiving a 999 call and within 15 minutes for all 

other incidents. 

The service doesn’t always meet its standards  In 2021/22, the service aimed to 

attend 80 percent of primary property fires within 10 minutes, but only achieved this 

on 76 percent of the time. The service also aimed to attend 80 percent of all other 

incidents within 15 minutes, and achieved this 87 percent of the time. 

Overall availability across the service is above national average, but some 

stations need improvement 

Overall availability is good when compared with other fire and rescue services 

nationally. But we are concerned that at 2 on-call stations, availability is less than 

1 percent during some periods. The service should consider the contribution these 

stations are making to fire cover.  

Area for improvement 

The service should ensure it understands what it needs to do to adopt national 

operational guidance, including joint and national learning, and put in place a plan 

to do so. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/primary-fire/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-guidance/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-guidance/
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Staff have a good understanding of how to command incidents safely 

The service has trained incident commanders who are assessed regularly and 

properly. The service assesses their command competence every two years. 

This helps the service to safely, assertively and effectively manage the whole range 

of incidents that it could face, from small and routine ones to complex multi-agency 

incidents. 

As part of our inspection, we interviewed incident commanders from across the 

service. The incident commanders we interviewed are familiar with risk assessing, 

decision-making and recording information at incidents in line with national best 

practice, as well as the Joint Emergency Services Interoperability Principles (JESIP). 

But some staff we interviewed couldn’t explain what operational discretion was and 

how to use it at an incident. The service should consider how it can give more 

guidance in this area. 

Fire control is involved in the service’s command and training 

 e are pleased to see the service’s fire control staff integrated into the service’s 

command and training activity. We found that control staff would like to be more 

involved in multi-agency exercises. Staff at North West Fire Control said the 

introduction of video conferencing as a result of COVID-19 has meant they get more 

involved in training with Cumbria Fire and Rescue Service. 

Fire control can give fire survival guidance to multiple callers 

The control room staff we interviewed were confident they could provide fire survival 

guidance to many callers simultaneously. This was identified as learning for fire 

services after the Grenfell Tower fire. Fire control has arrangements in place to 

communicate with other control rooms and for calls to be diverted when needed. 

Fire control also has good systems in place to exchange real-time risk information 

with incident commanders, other responding organisations, and other supporting 

fire and rescue services. Maintaining good situational awareness helps the service 

to communicate effectively with the public, providing them with accurate and 

tailored advice. 

Staff can easily access risk information 

We sampled a range of risk information, including what is in place for firefighters 

responding to incidents at high-risk, high-rise buildings and what information is held by 

fire control.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/joint-emergency-services-interoperability-principles-jesip/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/operational-discretion/
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The information we reviewed was up to date and detailed. It could be easily accessed 

and understood by staff. Encouragingly, it had been completed with input from the 

service’s prevention, protection and response functions when appropriate  

We also saw examples of the service giving temporary risk information to staff, such 

as for the Appleby Horse Fair, which takes place annually in the county. All short-term 

risk information is available via mobile data terminals on the fire engines. 

But the service could improve the way it shares risk information with other 

organisations, particularly with North West Fire Control, the central fire control for four 

fire services. 

The service hasn’t improved the way it evaluates operational performance 

As part of the inspection, we reviewed a range of emergency incidents and 

training events. These included large fires, exercises and incidents relating to Storm 

Arwen, which was declared a major incident. 

 e are disappointed to find that the service still doesn’t consistently follow its policies 

to assure itself that staff command incidents in line with operational guidance. As a 

result, internal risk information isn’t always updated after an incident. This was an area 

of improvement we identified in our last report. 

The service doesn’t always act on learning it has, or should have, identified from 

incidents  This means it isn’t routinely improving its service to the public  The service 

doesn’t routinely carry out or record debriefs, and when it does so, they often lack 

important details  The service’s internal audit also highlighted this issue in two 

earlier reports. Of the seven recommendations from those reports, two high-priority 

recommendations are still outstanding, as well as one medium-priority 

recommendation. 

We found only limited evidence that the service contributes to and acts on learning 

from other fire and rescue services or operational learning gathered from other 

emergency service partners. 

The service is effective at keeping the public informed about incidents 

The service has good systems in place to inform the public about ongoing incidents 

and help keep them safe during and after incidents. It uses various social media 

channels to issue live updates about significant incidents. A 24/7 arrangement with 

Cumbria Constabulary means communications continue out of hours.  
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Responding to major and multi-agency incidents 

 

Good (2019: Good) 

Cumbria Fire and Rescue Service is good at responding to major and multi-agency 

incidents. 

All fire and rescue services must be able to respond effectively to multi-agency and 

cross-border incidents. This means working with other fire and rescue services (known 

as intraoperability) and emergency services (known as interoperability). 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service is prepared for major and multi-agency incidents 

The service has effectively anticipated and considered the reasonably foreseeable 

risks and threats it may face. These risks are listed in both local and national risk 

registers as part of its integrated risk management planning. Examples include 

wide-scale flooding and wildfires. 

Firefighters have access to risk information from neighbouring services. This is 

provided through mobile data terminals on fire engines and now includes premises up 

to    km from the county’s borders  This addresses an area for improvement we 

identified in our 2019 inspection. 

The service has plans in place to respond to multi-agency incidents 

We reviewed the arrangements the service has in place to respond to different major 

incidents, including incidents in high-rise buildings and wide-area flooding. 

The service has good arrangements in place, which are well understood by staff. 

We found they know their responsibilities, including how to request specialist 

resources and national assets if needed. 

The service works well with other fire and rescue services 

The service supports other fire and rescue services responding to emergency 

incidents. For example, it has mutual aid agreements with neighbouring fire and 

rescue services. It is intraoperable with these services and can form part of a 

multi-agency response. 

The service has successfully deployed to other services and has used national assets. 

For example, it has supported Lancashire Fire and Rescue Service to tackle large 

wildfires. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/mutual-aid/
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The service needs to improve cross-border exercising 

Cross-border exercise plans help services work more effectively together to keep 

the public safe. They are determined locally by stations. Cumbria Fire and 

Rescue Service has limited cross-border exercise plans with neighbouring fire and 

rescue services   e found that many stations haven’t taken part in cross-border 

exercises, so they haven’t understood the foreseeable risks involved in working with 

neighbouring services. 

Staff understanding of JESIP has improved since our 2019 inspection 

The incident commanders we interviewed had been trained in and were familiar 

with JESIP. These national principles support all emergency services working together 

at incidents. 

The service gave us strong evidence that it consistently follows these principles and 

staff showed a good understanding of them. We were pleased to find that since our 

2019 inspection, the service has introduced new JESIP training to all firefighters, and 

their two-yearly assessments evaluate their understanding of these principles. 

The service is an active member of the Cumbria Local Resilience Forum 

The service has good arrangements in place to respond to emergencies with other 

partners that make up the Cumbria Local Resilience Forum. At the time of our 

inspection, the service’s chief fire officer was the chair of the local resilience forum 

executive board. The arrangements include planning for incidents such as extreme 

weather and for events such as the  ppleby Horse  air  The service’s communication 

team takes part in the warning and informing group. This helps all partners give a 

co-ordinated message. 

The service needs to improve how it uses national learning 

The service has limited awareness of joint operational learning updates from other 

fire services and national operational learning from other organisations. We found 

no evidence of any recent national or joint learning submissions. As a result, the 

service hasn’t done enough to improve its services for the public in line with 

recognised best practice.

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/local-resilience-forum-lrf/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-learning-nol/
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Efficiency
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How efficient is the service at keeping 
people safe and secure? 

 

Inadequate 

Summary 

An efficient fire and rescue service will manage its budget and use its resources 

properly and appropriately. It will align its resources to the risks and priorities identified 

in its integrated risk management plan (IRMP). It should try to achieve value for 

money and keep costs down without compromising public safety. It should make the 

best possible use of its resources to achieve better results for the public. Plans should 

be based on robust and realistic assumptions about income and costs. Cumbria Fire 

and Rescue Service’s overall efficiency is inadequate. 

At the time of our inspection, a local government reorganisation was taking place 

in Cumbria  This means Cumbria  ire and Rescue Service wasn’t certain of its future 

governance arrangements as of 1 April 2023. These unusual circumstances have 

restricted its ability to have financial plans in place. For this reason, we were unable to 

grade the service as anything other than inadequate. 

 e are disappointed to find that the service isn’t using its workforce in the most 

productive way. Some paper-based systems are still in place, and some IT systems 

are inefficient and create duplication. The service has made some investment in 

technology but could do more. As part of the governance restructure, it might consider 

what systems it needs to support the activities set out in its IRMP.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/integrated-risk-management-plan-irmp/
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Making best use of resources 

 

Requires improvement (2019: Good) 

Cumbria Fire and Rescue Service requires improvement at making best use of 

its resources. 

Fire and rescue services should manage their resources properly and appropriately, 

aligning them with the services’ risks and statutory responsibilities  Services should 

make best possible use of resources to achieve the best results for the public. 

The service’s budget for     /   is £  m  This is a   percent increase from the 

previous financial year. 

 

 

 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service needs to ensure it has resource plans to support its objectives 

We were pleased to see that since our 2019 inspection, the service has increased the 

resources in its protection department. But the resources it allocates to prevention 

aren’t consistent with the risks and priorities identified in its IRMP   e found 

that although capacity is tight, the service could use its resources better to achieve 

its aims   or example, firefighters carry out many home safety visits, but these aren’t 

targeted at those of highest risk. 

Area for improvement 

The service needs to ensure it uses its resources across prevention, protection 

and response functions in a more joined-up way to meet the priorities in its 

integrated risk management plan. 

Area for improvement 

The service should assure itself that all processes in place to support performance 

management are effective. 

Area for improvement 

The service should ensure it effectively monitors, reviews and evaluates the 

benefits and outcomes of any collaboration activity. 
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 n internal audit identified an area of risk, but the service hasn’t resourced this area 

well enough. The internal audit included several recommendations relating to 

operational assurance, but progress in this area has been slow. The service attributes 

this to a lack of resources. 

Since our 2019 inspection the service has secured £1m extra funding, representing 

5 percent of the revenue budget. It has used this funding to increase its resources 

across several functions, including the on-call duty system, training, and equality, 

diversity and inclusion (EDI). The extra funding was included in the budget in 2020/21 

and 2021/22, but we found that not all the benefits of this investment have been 

realised yet. The service should assure itself that it is achieving value for money from 

this significant investment. 

The service’s budget is part of the county council budget   e found suitable 

financial controls through the county council monitoring and scrutiny arrangements. 

This reduces the risk of misusing public money. 

The service could do more to improve its productivity 

 e are pleased to see that the service’s arrangements for managing performance 

clearly link resource use to the IRMP and the service’s strategic priorities  Since our 

2019 inspection, the service has introduced a new performance framework and 

dashboards for managing performance. This has helped managers by giving them one 

place to review how their teams are performing. 

But we found that while there is now a system for measuring performance, there is a 

lack of performance culture  The service isn’t consistently using the system to drive 

performance improvements  Some managers told us they don’t have time to use or 

analyse the information as often as they should. An example of this is monitoring 

individual training records. 

The service hasn’t identified the contribution it will make towards the national 

productivity target (using an extra 3 percent of national wholetime firefighter capacity 

to carry out additional prevention and protection work). 

We found that the service still uses some paper-based systems, such as for 

prevention activity. And some IT systems are inefficient. This results in duplication and 

inconsistent recording of information. 

The service receives occupational health, HR and other support from the county 

council. Staff told us there were often delays in the provision of this support and that 

this has an impact on the quality of the fire service. 

Since our 2019 inspection, the service has implemented some new ways of working. 

For example, it has put in place a new asset management system, which has 

helped firefighters complete daily checks more efficiently. The service had to 

adapt its working practices because of the pandemic, and these are still part of its 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/retained/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/wholetime-firefighter/


 

 26 

day-to-day activity. For example, some staff can work in a hybrid way, combining 

remote and office working. 

The service explores opportunities to collaborate with others 

We are pleased to see the service meets its statutory duty to collaborate, and it 

routinely considers opportunities to collaborate with other emergency responders. 

It shares the Ulverston Fire Station with Cumbria Constabulary and North West 

Ambulance Service NHS Trust. The service also has a joint command unit with the 

police, and it works with the ambulance service to help reach people faster and gain 

entry when appropriate. 

Collaborative work is aligned to the priorities in the service’s IRMP  But we weren’t 

satisfied that the service routinely monitors, reviews and evaluates the benefits and 

results of its collaborations. 

The service has plans to review its business continuity arrangements 

The service has good continuity arrangements in place for areas where threats and 

risks are considered high. These threats and risks are regularly reviewed and 

tested so staff are aware of the arrangements and their associated responsibilities. 

The service has a degradation plan to manage the impact of significant operational 

events and maintain delivery of its key functions. Fire control also has arrangements in 

place with other fire and rescue services to take calls if needed. 

The service told us it is currently reviewing its plan outlining how it would carry out its 

statutory functions in the event of industrial action. 

The service could do more to demonstrate value for money 

There are regular reviews to consider all the service’s expenditure, including its 

non-pay costs. The service operates a budget monitoring system, which holds 

individual budget owners to account  The county council’s corporate budget 

monitoring group manages underspends or requests for extra money monthly. 

The service could take more steps to ensure it can become more efficient through 

sound financial management and best working practices in important areas such as 

estates, fleet and procurement. For example, we found no evidence that the service 

conducts benchmarking. This would help it make sure it is getting value for money in 

its procurement processes. 

But we found that the service does carry out some joint procurement with 

neighbouring fire and rescue services in the northwest of England. Joint procurement 

has included cutting equipment, which the service uses when responding to road 

traffic accidents. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/fire-control/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/benchmarking/
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Making the fire and rescue service affordable now and in the future 

 

Inadequate (2019: Good) 

Cumbria Fire and Rescue Service is inadequate at making the service affordable now 

and in the future. 

Fire and rescue services should continuously look for ways to improve their 

effectiveness and efficiency. This includes transforming how they work and improving 

their value for money. Services should have robust spending plans that reflect future 

financial challenges and efficiency opportunities, and they should invest in better 

services for the public. 

 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service doesn’t understand its financial position beyond 1 April 2023 

As part of the Local Government Reform programme, the UK Government announced 

in July 2021 that Cumbria County Council and 6 district councils in Cumbria will cease 

to exist. From 1 April 2023, they will be replaced by 2 new unitary authorities called 

Cumberland, and Westmorland and Furness. One of the outcomes of this decision is 

that governance responsibility for Cumbria Fire and Rescue Service will move from 

Cumbria County Council to a new organisation. 

There were two possible options: 

1. A combined fire authority made up of elected members from the two unitary 

authorities; or 

2. The police, fire and crime commissioner – transferring the governance of the fire 

service to the police and crime commissioner. 

Cause of concern 

At the time of our inspection, the service didn’t have clarity about its future 

governance arrangements. This means the service had not clarified its financial 

position beyond 1 April 2023, when Cumbria County Council will cease to exist. 

Recommendation 

By March 2023, the service should provide an update that sets out its financial 

position before the new governance arrangements come into effect on 1 April 

2023. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/fire-and-rescue-authority/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/police-and-crime-commissioner/
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In March     , Cumbria’s police and crime commissioner submitted to the Home 

Secretary a business case for taking responsibility for the governance of Cumbria Fire 

and Rescue Service   t the time of our inspection, the Home Secretary hadn’t made 

a decision. The service found itself in the challenging situation of having to plan its 

future based on two possible governance models. 

This uncertainty has affected how the service can plan for the future. At the time of 

our inspection, it didn’t have in place financial and resourcing plans that reflect its 

operating context from 1 April 2023, including funding and spending plans for 

revenue and capital. There was uncertainty about its assets and liabilities. This is 

because disaggregation of the Cumbria County Council budget hadn’t yet concluded  

The county council currently provides support services to the fire service, such as 

finance, IT, legal, HR and property management functions. Alternative arrangements 

will need to be put in place for these functions. 

There are clear arrangements to access and use reserves 

At the time of our inspection and until 31 March 2023, the fire service reserves are 

held centrally by the county council. We found there is a robust process for the service 

to bid for reserves if they are needed. The service has £416,000 in earmarked 

reserves, which are held to pay for known projects such as the introduction of the 

Emergency Services Network. 

Fleet and estate strategies aren’t currently driving efficiency and effectiveness 

Local government reorganisation has affected the service’s access to funding to 

modernise its estate. We found that some buildings need investment to meet health 

and safety and equality requirements, including several without dedicated female 

changing and showering facilities. 

The service has a clear process for procuring new vehicles, but the current vehicle 

replacement programme has been delayed due to the pandemic and global 

supply issues. One way the service is managing this delay is by extending the lifespan 

of certain vehicles and reviewing types and locations of vehicles. 

The service could do more to assess the effect any changes in fleet and asset 

provision or future innovation may have on risk. The service aims to review its fleet 

and asset strategy annually, but it appears to take place at ad-hoc intervals. 

The service could do more to invest in technology to support change and 

improve efficiency 

We found some evidence of the service considering how changes in technology 

and future innovation could improve the efficiency and effectiveness of its workforce. 

For example, it has introduced an asset management system and firefighters use a 

mobilising application. But the service recognises it could use technology more to 

improve efficiency. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/reserves/
https://www.gov.uk/government/publications/the-emergency-services-mobile-communications-programme/emergency-services-network
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/mobilisation/
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We found that digital transformation is delivered at a county council level and the 

service often has to compete with other council projects. 

The service has limited capacity and capability to bring about sustainable 

future change. The service may wish to consider this when reviewing its future 

service model. 

Income generation is no longer a focus for the service 

The service considers options for generating extra income, but its ambition and track 

record in securing extra income is limited. Despite the service having a strategic 

objective on income generation in its IRMP, we found this has become less of a focus 

for the service since our last inspection. 

Where appropriate, it has obtained external grant funding to invest in improvements to 

the service it provides to the public. This funding includes grants given to the service 

following the Grenfell Tower fire and the pandemic.
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People
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How well does the service look after its 
people? 

 

Requires improvement 

Summary 

A well-led fire and rescue service develops and maintains a workforce that is 

supported, professional, resilient, skilled, flexible and diverse  The service’s leaders 

should be positive role models, and this should be reflected in the behaviour of staff at 

all levels. All staff should feel supported and be given opportunities to develop. 

Equality, diversity and inclusion (EDI) is part of everything the service does, and its 

staff understand their role in promoting it. Overall, Cumbria Fire and Rescue Service 

requires improvement at looking after its people. 

The service has taken some action to respond to the areas we identified in our first 

inspection, but it still needs to make significant improvements. 

 e are concerned about the service’s processes to provide, record and monitor risk-

critical training to make sure staff maintain skills, and to ensure there is effective 

corporate oversight of this process. 

Senior leaders show strong strategic intent to improve the culture, ensure values are 

accepted and understood and promote EDI  But the service isn’t making enough 

progress in this area. Staff widely misunderstand the benefits of a diverse workforce. 

Despite a high proportion of staff members understanding the service’s values, there 

are still examples of behaviours that are contrary to those values.  

The service has a range of appropriate policies and procedures to manage 

workforce concerns such as grievances and disciplines. But it inconsistently applies 

these policies and there are managers throughout the organisation who don’t 

understand them. 
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Promoting the right values and culture 

 

Requires improvement (2019: Requires improvement) 

Cumbria Fire and Rescue Service requires improvement at promoting the right values 

and culture. 

Fire and rescue services should have positive and inclusive cultures, modelled by the 

behaviours of their senior leaders. Health and safety should be promoted effectively, 

and staff should have access to a range of well-being support that can be tailored to 

their individual needs. 

 

 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service values aren’t accepted or understood by everyone 

The service has adopted the National Fire Chiefs Council’s new Core Code of Ethics 

as its values. It is carrying out ongoing work to further accept and understand them. 

In our staff survey,    percent (    of    ) of respondents were aware of the service’s 

statement of values  Despite this, values aren’t translating into an effective culture 

throughout the organisation. We found that the visibility and approachability of 

managers varies across the service and there isn’t a strong culture of challenge  

During our inspection, we learned that some senior leaders demonstrate the 

service’s behaviours. Of the respondents to our staff survey, 66 percent (197 of 297) 

said that senior leaders consistently model and maintain the service’s values  

The staff survey also showed that 49 percent (168 of 346) of respondents felt unable 

to challenge freely  During our inspection, some staff members told us they don’t 

challenge leaders as they believe nothing will happen. 

Area for improvement 

The service should have effective means to monitor the working hours of its staff. 

Area for improvement 

The service should ensure it has effective absence/attendance procedures 

in place. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-fire-chiefs-council/
https://www.ukfrs.com/core-code-ethics


 

 33 

Staff can access services to support their well-being 

The service has well understood and effective well-being policies in place that are 

available to staff. A range of well-being support is available to support both physical 

and mental health  The service can access the county council’s occupational health 

team, and several other external providers, such as the Fire Fighters Charity, can give 

specialist support. Staff told us about critical-incident debriefs following exposure to 

traumatic incidents. In our survey, 91 percent (315 of 346) of respondents told us they 

would be confident that the service would offer well-being services after an incident. 

Staff feel able to access services to support mental well-being. To ensure these 

provisions remain effective, the service should make sure it holds well-being 

conversations with all staff. In our staff survey, 42 percent (144 of 346) of respondents 

told us they discussed their health and well-being with their manager less than once a 

year or not at all. 

Staff understand and have confidence in health and safety policies 

The service has effective and well understood health and safety policies and 

procedures in place. It monitors the health and safety of the workforce through the 

health and safety welfare committee, which reviews performance quarterly and deals 

with any issues. 

These policies and procedures are readily available and effectively promoted to 

all staff. The service uses a systematic approach to report, record and investigate 

accidents and near misses. Staff we spoke to have confidence in the health and safety 

approach the service takes. 

It also makes sure all staff receive a basic level of health and safety training, and 

those with line management responsibilities must complete an Institution of 

Occupational Safety and Health course. Our survey showed that 90 percent (311 of 

346) of respondents felt their personal safety and welfare is treated seriously at work. 

The service needs to improve the way it monitors staff working hours 

The service doesn’t monitor staff who have secondary employment or dual contracts 

to make sure they comply with the secondary employment policy and don’t work 

excessive hours. We were told the service has a system to monitor working hours 

of staff, however IT problems prohibited us from viewing it during the inspection. 

A system does exist to monitor secondary employment and dual contracts, however 

more work is required to ensure this is understood by everyone within the service. 

During our inspection staff told us they were working beyond – and in some cases, 

double – their contracted hours. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/near-misses/
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The service doesn’t consistently apply its absence management procedures 

As part of our inspection, we reviewed some case files to consider how the service 

manages and supports staff through absence. 

The service has an absence policy, but staff, including managers, don’t widely 

understand it. We found several inconsistent decisions had been made because of a 

lack of guidance, meaning managers had used their discretion. In these cases, 

managers hadn’t always followed policy   or example, managers don’t always 

complete return to work interviews or make occupational health referrals, even for 

long-term absences. In many cases, the way managers keep in touch with employees 

during periods of absence is inconsistent and not subject to formal recording. 

But overall, the service has seen a big decrease in staff absences over 2020/21 – the 

overall decrease has been 34 percent compared to the previous 12 months. 

Getting the right people with the right skills 

 

Inadequate (2019: Good) 

Cumbria Fire and Rescue Service is inadequate at getting the right people with the 

right skills. 

Fire and rescue services should have a workforce plan in place that is linked to their 

integrated risk management plans (IRMPs), sets out their current and future skills 

requirements and addresses capability gaps. They should supplement this with a 

culture of continuous improvement that includes appropriate learning and 

development throughout the service. 

 

 

Cause of concern 

At the time of our inspection, the service couldn’t assure us that staff were 

maintaining risk-critical skills. 

Recommendation 

By 31 October 2022, the service must ensure it provides, assesses and accurately 

records suitable operational training, and that all operational staff have the proper 

risk-critical skills. 

Area for improvement 

The service should assure itself that all staff are appropriately trained for their role. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/integrated-risk-management-plan-irmp/
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We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service has a workforce planning group in place 

The service has good workforce planning in place. This makes sure skills and 

capabilities align with what is needed to effectively deliver the IRMP. The service has 

a workforce development group, which is in the process of identifying future gaps in 

the establishment due to many upcoming retirements. Our inspection found some 

evidence of succession planning in some key roles. For example, a joint role with 

Sellafield power station had a three-month handover for the new post holder. 

Since our 2019 inspection, the service has reviewed its policy on the use of 

temporary roles. This has slightly reduced the number of staff on temporary 

promotion, with 5 percent of staff being on temporary promotion as at 31 March 2021. 

At the time of our inspection, some senior roles had just been appointed. This should 

reduce the number of staff on temporary promotion as more promotion processes are 

completed to fill the gaps. 

The service doesn’t see risk-critical training as a high enough priority 

The service uses a training database to record how operational staff maintain 

their skills. At the time of our inspection, the service was moving to a newer version 

of the system and hadn’t yet migrated historical files  

Watch managers are responsible for managing the competency of their crews.  

But we found that they aren’t doing this as they can’t access the old system  

Station managers who do have access to both systems told us they don’t have the 

capacity to review the competency of all the firefighters. 

At the time of our inspection, the service had also changed the policy around 

breathing apparatus and when firefighters need to be reassessed. This had created 

further confusion about whether firefighters are competent or not. We found evidence 

that firefighters are out of date with their competency and are using workarounds to 

comply with the service’s risk control measures  

The service could do more to support staff with learning and development 

 lthough the service provides some learning and development, it doesn’t meet the 

needs of staff or indeed the service. We found that many staff had been promoted 

without being given role-specific training or the option to shadow their predecessor. 

The service is aware of some of these cases. At the time of our inspection, it was 

in the process of developing a manager’s handbook for newly appointed station 

managers   e found there aren’t good enough processes in place to help staff access 

the resources they need to do their job effectively, such as applying HR policies and 

carrying out certain procedures, such as grievance and sickness. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/watch/


 

 36 

Only some staff told us that they can access a range of learning and development 

resources they need to do their job effectively. This is likely to affect what the service 

can offer the public. For example, only 65 percent (225 of 346) of respondents to the 

staff survey agreed that they have received enough training to do their job effectively. 

We heard that non-operational staff don’t have access to the same opportunities as 

their colleagues. They can access the online platform for e-learning, but they have no 

way of recording any other training they have completed. 

Ensuring fairness and promoting diversity 

 

Requires improvement (2019: Requires improvement) 

Cumbria Fire and Rescue Service requires improvement at ensuring fairness and 

promoting diversity. 

Creating a more representative workforce will provide huge benefits for fire and 

rescue services. This includes greater access to talent and different ways of thinking, 

and improved understanding of and engagement with their local communities. 

Each service should make sure equality, diversity and inclusion are firmly understood 

and demonstrated throughout the organisation. This includes successfully taking steps 

to remove inequality and making progress to improve fairness, diversity and inclusion 

at all levels of the service. It should proactively seek and respond to feedback from 

staff and make sure any action taken is meaningful. 

 

 

 

Area for improvement 

The service should ensure its staff are aware of the grievance procedure and that 

those involved are appropriately trained. 

Area for improvement 

The service should identify and overcome barriers to equal opportunity, so its 

workforce better represents its community. This includes making sure staff 

understand the value of positive action and having a diverse workforce. 

Area for improvement 

The service should make improvements to the way it collects equality data to 

better understand its workforce demographic and needs. 
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We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service seeks feedback from staff, but this isn’t always effective 

The service has developed several ways to engage with staff on issues and decisions 

that affect them. This includes methods to build all-staff awareness of fairness and 

diversity, as well as targeted engagement to identify matters that affect different 

staff groups. The service uses several communication methods to share information 

with staff. These include emails and a weekly newsletter, and it puts important 

information on the front page of its rostering system. But staff feel that 

communications could be better. Not all staff can access emails or other systems from 

home, meaning they can’t view this information regularly  

Since our 2019 inspection, the service has established several staff networks, which 

help it with issues. But 51 percent of the staff (178 of 346) who responded to our 

survey don’t feel confident in the methods for providing feedback at all levels  

Representative bodies and staff associations reported that the service engages with 

them on important issues, but they feel that the service could involve them earlier 

when dealing with problems. 

The service should continue to review its approach to tackling bullying, 

harassment and discrimination 

Staff have a good understanding of what bullying, harassment and discrimination are 

and their negative effect on colleagues and the organisation. 

Compared to our previous inspection the number of staff who claim to have been 

bullied or harassed at work has reduced from 45 percent to 16 percent. 

25 of percent respondents to the staff survey told us they had been subject to 

discrimination over the past 12 months. Of these staff, 42 percent (24 out of 57) 

did not report the bullying or harassment and    percent (   of   ) didn’t report 

the discrimination. The main reason given for this was that nothing would happen or 

they would be labelled a troublemaker  Representative bodies don’t feel the service 

has appropriate processes in place or takes appropriate action to eliminate bullying 

and harassment. 

Our inspection found that grievances hadn’t been dealt with within the timescales set 

out in its policies. This has led to some negative impacts on staff well-being. 

Area for improvement 

The service should ensure it has robust processes in place to undertake equality 

impact assessments and review any actions agreed as a result. 
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The service acts positively to improve diversity in recruitment 

The service takes some action to understand and remove the risk of disproportionality 

in recruitment processes. We found evidence that reasonable adjustments had been 

made throughout selection processes. 

The service has put considerable effort into developing its recruitment processes so 

that they are fair and understood by potential applicants. But it accepts that there is 

more to do   e found evidence of some positive action  The service held ‘role model 

days’ before a recent firefighter recruitment process, which resulted in a significantly 

higher proportion (56 percent) of successful female recruits. 

The recruitment policies are comprehensive and cover opportunities in all roles. 

Recruitment opportunities are advertised both internally and externally. This has 

encouraged applicants from diverse backgrounds, including into middle and senior 

management roles. 

The service has made some improvements in increasing staff diversity at all levels of 

the organisation. From 1 April 2017 to 31 March 2021, 3 new joiners (4.8 percent) 

self-declared as being from an ethnic minority background, and 18.5 percent 

were women. For firefighter recruitment in the same period, 16.5 percent of all new 

recruits were women and one new recruit was from an ethnic minority background. 

The percentage of female firefighter recruits in 2020/21, 34.9 percent, was an 

improvement on previous years. On 31 March 2021, 0.6 percent of the whole 

workforce were from an ethnic minority background and 12.6 percent were women. 

This is an improvement on five years ago. 

Many staff don’t understand the purpose and benefits of diversity 

Despite some of the positive work the service has done since our 2019 inspection, we 

consistently found during this inspection that staff don’t support the service’s efforts to 

improve workforce diversity. Many staff we spoke to incorrectly believe the service 

lowers its entry standards to recruit individuals with specific protected characteristics. 

Some were explicitly not supportive of positive action events. The service needs to do 

more to make sure its existing staff understand and support the action it is taking. 

The service is making slow progress in implementing improvements to equality, 

diversity and inclusion 

The service needs to improve its approach to EDI. Some senior leaders show a strong 

strategic intent and there is an EDI strategy in place, but this isn’t yet resulting in the 

improvements the service needs. It has taken steps to establish staff network groups, 

but it doesn’t use them to their fullest extent  Strategic leads need to give these groups 

more structure and direction.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/protected-characteristics/
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 lthough the service uses some equality impact assessments (EI s), it doesn’t 

properly measure the effect of its processes on individual protected characteristics. 

We reviewed various EIAs and found very few had been completed. Those we did find 

were poor in quality and detail. And at the time of our inspection, very few managers 

had attended mandatory training on how to complete EIAs. This means it can’t 

effectively understand how changes to policies and procedures may affect particular 

members of its workforce. 

Managing performance and developing leaders 

 

Requires improvement (2019: Requires improvement) 

Cumbria Fire and Rescue Service requires improvement at managing performance 

and developing leaders. 

Fire and rescue services should have robust and meaningful performance 

management arrangements in place for their staff. All staff should be supported to 

meet their potential, and there should be a focus on developing staff and improving 

diversity into leadership roles. 

 

 

We set out our detailed findings below. These are the basis for our judgment of the 

service’s performance in this area. 

The service manages individual performance well 

There is a good performance management system in place, which allows the service 

to effectively develop and assess the individual performance of all staff. The service 

carries out performance reviews annually and sets staff targets and objectives. 

Most respondents to our staff survey reported that they have regular discussions with 

their manager  But some staff told us they don’t always find performance 

conversations valuable. 

Area for improvement 

The service should develop a system to identify and develop high-potential 

members of staff. 

Area for improvement 

The service should ensure there is an effective induction process in place to 

support new recruits. 



 

 40 

The service is developing its promotion and progression processes so that they 

are fair 

The service has put considerable effort into developing its promotion and progression 

processes so that they are fair and understood by staff. In a recent process, the 

service used external partners, including representatives from the county council, the 

police and Sellafield, as members of mixed interview panels. The promotion and 

progression policies are comprehensive and cover opportunities in all roles. But there 

is evidence that many staff feel the service needs to do more. Only 40 percent (140 of 

346) of respondents to our survey agreed that promotion processes are fair. 

Our review of certain selection processes showed the service managed them 

consistently, and records were available of all decisions and outcomes.  

We found not all panel members had completed the recruitment and selection training 

required for all interviewers. The service may want to consider this. 

The service could still do more to identify and develop high-potential leaders 

In our 2019 inspection, we found the service needed to put in place a process to 

identify, develop and support high-potential staff. This was an area for improvement. 

Since then, the service has introduced some career pathways for staff, notably in the 

protection department. At the time of this inspection, the service was reviewing its 

talent management strategy, which it expected to put in place within 18 months. 

But we were told this strategy would only apply to operational roles and not those in 

support functions.
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